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ABSTRACT ' * 

The coming decade will ‘be one of ‘accelerated change ; 
and limited resources. The pressures of continued bugetary 
constraints will be felt in every phase and at every level of th2 
academic community, and the responses to these pressures will, in 
large measure, determine the complexion of private higher education 
into tne next century. The ability of management to be meaningfally | 
responsive in such an environment will be greatly influenced by: (1) | 
the Hees of involvement--top management actively participating in 
establishing priorities; (2) thé systems available--rapidly changing 
Sp ne res resultant changes in policy/procedural and* people 
systems; (3) successful communication--information dissemination. 
‘depending upon formal and informal channels and consistency in: 
decision-making. Tris exploration of the interdependencies of these 
elements in.a mid-sized private institution utilizes the perspective 
that decision-making is the vital art in meeting the needs of 
educational managesent asx? it confronts the’ issues of the BO's. 
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The coning, decade will be one of accelerated change and limited’ 
resources. The pRSeures of copttnugd budgetary constraints will 
be felt in SYEEY phase and at every level of the academic gonmintty: 


and the responses to these pPeeRUree ‘will,’ in large measure, 


: determine the cemmieten of private higher education into ‘the 


? 


next. century. The ability of management to be meanfhgfully 


responsive in such an environment will be greatly. SUE PUEDEES by: 


2 : “q) thé’ level: of involvement-—top nanagenent actively participating 
. “in establishing petovittans (2) the systems available-— rapidly . ete z 
“ ar changing technology causing resultant changes in sh) deeteadads 


and people systems; (3) successful communication--information_ 
-dldcontnatgon deventing upon formal and informal channels: and 
consistency in decision-making. 

This paper’ will explore the interdependencies of dice 
elements (from che” “viewpoint of a mid-sized private TST tEnOn) 
utilizing the perspective that dketuisa-miing is the vital art 
in weistiiti the needs of educational management as it conte os, 


the issues of the 80's. 
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60's and early 70's the University experienced a rapid growth ° 


‘administrative decisions to reduce the size of the institution 


. A Scenarto of the 80's 


Introduction ibe +3 = 
Pepperdine ‘University ds a mid-sized (about 6,000 students) 


dodependepe dustitutdon: operating from two campuses in Southern 


; California through five schools and colleges. Dlictng the late 


period, alrost’ quadrupling in size. The mid to late 70's brought 


a reversal in the enrollment trend, This was partially due to 


. ¥, = : 
and partially due-to unforeseen factors. This same time period 


also saw a concerted effort to design and develop a management a 


infornation system to meet the perceived needs of thé etganization 


- 


The initial five-year MIS project PS -AEBESOE completion, 


- 


: Ermmee one year behind schedule in some Nae aie de sud over two years 


ahead of schedule in others. The institution as part of the world 


of higher education is about to enter into the decade ‘of the 80's, 
perhaps the most challenging decade yet to be experienced. It is 
is being developed. ; = 


This paper will set forth the assumptions concerning the’ 


essential elements of the planning process used in updating the . 


University’s 1.S. plan. 


Any realistic planoing | effort must take into consideration the’ 


. environmental impacts which may abtect the implementation of the. 


plan.” The following points are widely discussed in the literature. 
Aes 
ae E 


enrollment | 


- a 


. 


will be udp Sie Aviat of what it ie 


-If inflation ig not sharply curbed, 


ll by as much as 100 percent during’ the next 


ve 


“Inflation hits educational institutid hardér than most 


Yh, 


other enterprises because it is harder for em to pass on cost 


\ 
\ 
\ 


increases to their cumedemens © 


—By the late 1980's the. cost of tuition w 11 have increased 


by a factor of almost four even if the inflation rate averages 


. 


‘ no more than 6 percent per year. 
-Colleges cannot reduce their expenses in prpportion to 


declines in“enrollment so they will need added funds while 


‘educating fewer students. 2° . a7 


-The median age in the United States which was\27.9 in 1970 


will approach 40 within the next two decades. 24 
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-Thé number of persons with college degrees is increasing 
faster than the professional-administrative positions to which = 
half of thew aspire. !” 2 


a a ° 


oir patty attitudes eouard college an attending college may, 
‘develop due to the findings of researchers about the: decaing . 
dollar wae of a college ere es. | ; 
| -Major wersouatd one aay develop their own ‘sntuaredty" fi 
which thikiy aanaee their own education, not only in tethnival, 
fields, but in writing, mathematics, etc. 24 


-Industries.may award "degrees" because it is more economical 
and more effective to develop their own programs than to vety gn | 
ee - 4 discatieast institutions. | 
| techuologieal devices including video tape cassettes, video 
disks, and microcomputers hooked into a central system through 
" telephone lines may. lead to college graduates who have never 
; spent one day on a campus, 26 be % 
These observations about: enrollment, inflation, costs, 
efficiency, public attitude, depanvantden: and er trends 
are sobering for those of us in private education to say the least. 
The ability to survive such environmental impgcts, however, lies 
first with the institution themselves--primarily in their capacity a¢! i 
ei developing self-discipline, clarity of tifsston ‘which sceeake 
' distinctive mages of value and quality, and more effective means 
of\ marketing’ their virtues. Secondarily, it is providing at 


\ 
the state level better informed and more equitable policies toward q 
\ 


i 


private institutions. ~7 - 2 its 


Information systems which are designed to meet "real" 
testi{uttonat needs not theoretical needs and which consider 
"soft" data as well as “hard” data as neantnetul information 
can be most useful ih providing the basis for strategies which 
" widene the points needed for survival as noted above, 18 | 

Good information systems alone, however,: do not provide an 
end all solution. Robert Murray of ne Diebold ee recently 
published the following thoughts Acdeavatng the opportunities 
for management decision-making during the 80's for businesses. 
; The authors take the ce! insert words ihtdhpevents to | 
education rather than business and submit these ideas me summary 
of what private educational institutions can expect from the 80's. 

1) The prospect for the 80's is fora senting and 
increasing rate of ‘change. 

2) No quantum jumps in technology are expected, but there 
is a real need to make the most of what is available. 

3). There is a need for better informatton ia all quarters 
of the institution .and the educational marketplace for quick 
decision-making. , 

4) The men and boys will be sorted out by’ the speed of 
meaningful reactions to an Lhisepatnely demanding constituency. 

5) There is a need for management, not MIS, to appraise its 
requirements and to form an information wiiabees and policy, 


without which admanterration and MIS departments cannot adequately 


work. : ye 
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6) There is a need to manage information. 4s:a resource. 


7) The “winners" in the 80's will be those who can react 
quickly ‘to’ good, accurate, timely information.” 

Effective Management tigecaabton Systems begin and end with 3 
good management. An absolute aeneentty. of good management is 
involved managers. 


Management Enve ly enent 


A recent sateen reported an analysis ge successful and 


: unsuccessful MIS efforts during the 70’s in some thirty: colleges 
and universities. In the unsuccessful institutions some 53 
percent tnihioated that the top administration was “supportive” 
and 24 percent thoughe the top administration was "Involved." 
As 2 Bontrast, in the successful implementations nearly 90 
percent felt the administration was: “supportive” and 73 percent” 

_ thought the top administration was "involved." 20 We, therefore,’ 
believe de de fair to say that top administrative support is a 


life-or-—death matter. : 


'» 


Management may be viswed as the dynamic.force which converts 
human and nonhuman resources into dteanieattdna., It is a process 
which integrates previously unrelated resources into an eeeonite 
that is greater than the mere sum of its parts..- The ——e of 
mdaapenant is to coordinate the activities of people in organ- 

izations, while its overall role is to facilitate the effective 
- and efficient attainment of organizational goals and personal 


‘ 


needs of its members. “2 This is accomplished to a large degree 


a§is 


+ wees eee 
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'* “through the process of planning. =. \ 


The. importance of planning given the scenario Bs private. 
“higher education in the 80's previously set Pores is highlighted 
by the following, quote: as . | ba : 


Planning isa dubeasary function in all organizations; 

- however, the need increases as turbulence in the environ- - 
ment intensifies. When uncertainty exists, organizations 
must. plan for’ environmental contingencies to adapt suc- 
cessfully to change. With the _current educational environ- 
>ment in spch turmoil, strategic planning has become an 7 
important tool in higher education;. however, this increas-| 
ing importance has brought additional problems. The ¥ 
abrupt change from a relatively stable environment to 

one so volatile has left colleges ‘and universities with- 
out proper knowledge and mechanisms necessary for good 
strategic planning. 


| 
. 


At Pepperdine, in ewes to address both the involvement 
issue and the need to gain necessary strategic planning knowledge, . 
the President has reconstituted the Systems Committee sad which 
served as the ‘ "policy board" for Computer Services into a smaller 
Systems and eREROE Committee. This group is made up of the five 
operational Vice Presidente and: the Executive Assistant to he. 
President and is responsible for putting together and implementing. 
‘ plan for pieGnins as well as systems eeinead poliay decisions. 

The Committee routinely okt every other — for two hours . 
and fateads to Bpent time in off-campus retreats <Paerutoar tng 
on planning at least Srinmateriy. The overall planting design 


is shown in Figure 1 and is modeled on the concepts of Steiner. 


{ 
} 


and Miner. 


4 or 
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* Figure 1. Structure and Process of ‘Institution-wide Planning ° 


_- PINFORMATION 
STRATEQIC PLANNING FLOWS 


EXPECTATIONS OF MAJOR 
- OUTSIDE INTERESTS. |. Tae ie 
foclety rs 
Community (Ieee) 
Trustees 
Students 


* Guppllers 
Goditors 


EXPECTATIONS OF MAJOR 
INSIDE INTERESTS 
Top manogers F ga) bs 
Other manegers : % : . * 
Hourly workers : 


t : sn 
Stott MEDIUM=RANGE SHORT=RANGE * neviewa 


PROGRAMMING PLANNING & IMPLEMENTATION EVALUATION 

‘THE DATA BASE & PROGRAMS PLANS . : OF PLANS 
Post performance” ; : is 
Current situation PROGRAM STRATEGIES 
Forecasts aa rae | 


EVALUATIONS OF ‘ 
Erwirenment: é . 6 
Opportunities : 
Threats : 
Inetitution: : , = 
Strengus 
Weoknenes 


DECISION & 
EVALUATION 


pULes: P ; 
‘ . ‘ ‘ 


Source: seers A. Steiner and John 8. Miner, bistiapeneite Policy aid jetta 
; MacMillan, New York, 1977, p. 18... 
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Sn eee of "systemics" and "satisficing" perhaps best 
illustrate che: hopes and desires of the ‘President and the Systems 
and Plarining Committee. —_ : <seiits 

_ Systemics means pelstiag to the body asa whole; thus, 
systemics seeks to address functions or aduinistrative units 
in their entirety and not limit its ieuieete and design only se 
to computer support een This means that the administration - 
will be involved in the cbavattionas objectives, and philosophies : 
of our overall system.-> . 2 = | ‘ é : 

‘batdettcine isl the idea that unlike the classical dectaton= 
making filusteattons,. voi do not have the alternatives. You 
. Must go out and get them and you may have very shaky wave of 
sialiattng them when you do find them. Thus, you look for 
alternatives until you get ane hd oh from experience and from 
what you have reason to expect, will give you a‘ reasonable 


result.2° \ 
; : \ 
Satisficing does not mean managers\ have-to be satisified . 


a < 


‘with what | alternative pops up first-in their‘minds or in their 
commuters, By personal determination, setting higher individual 
and/or organizational stndavdey sat by use of an increasing 
range of sophisticated management science and ie itembese’ 
decision-making and problem-solving techniques the level of 
satisficing can be raised.” . 


Administrative involvement only begins \at the top. The 


middle managers “bake it happen." The process of middle 


Pa oe 
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Pipure 2. Pieces 6f Pepperdine’ University 
: a, PF Administrative. Involvement in MIS 


ok: _ + Senior Adnintetration 


Sratene 2 Flsoning Committee 


Purpose: 


Systems “policy and . 
‘university-wide 
"+, " planning. - 
Make up: Exec. Asst. to Pres.3 
Operational. V.P."s. - 
Weekly - ; 


Meets: 


Administrative Records 
Advisory Committee — 


cae at 
Purpose: - Provide input for — 

* systems design; 
CMD | implementation; revision; 

a gh -communication. 

Make up: YV.P. S&P and about 40. 

; ‘mid-level’ managers, 
directors, assoc. deans, 
etc. 
‘Monthly 


c ; @ 
‘Data Administrator Committee 


Purpose: Set production 
'. priorities; monitor | 
development efforts; 
provide analysis for 
gi - S&P. -e 
Make.up: V.P. S&P; Dir. C.C.5- |. 
Sg Registrar; Controller; 
S&P Ombudsperson; 
Information Systems 
Administrator. 
Weekly. 


Implement policy & 
procedures; provide 
‘training; communication 
link. 

:. V.P. S&P and about 15 
supervisors from the 
Computer Center and the: 

- major user offices. 

Weekl 


Information Communication 


Group Los Angeles 


-Info tion Communication 
Croup Wialtbu *, ; 


Purpose: Communication; address ~ 
procedural problems; 

‘ address interface needs. 

Make up: Central Admin. Reps.; 

- .*Malibu Campus Admin. 

Reps.; (About 25 

individuals). 

Weekly 


Purpose: Communication; address 
-procedural problems; 
-address interface needs. 
Make up: Central Admin. Reps.; 
L.A. Campus Admin.. Reps; 
Fae a (About 25 individuals). 
Meets: Weekly. 


‘nanagonent involvement at Peppérdine has hanged little From 


t 


- preytousiy, reidiehed seicttpttow The |fact, that there has been 


vorktng | rather well. ‘Figure 2 provides ad agram of the inter- 


Se ya Lad a 


relationships between management sa at. 


pperd tide 


° ae 2? - 


“Middle anager commitment ta Particular y important in 
& % 


-cenetetsing ooa managerial contr 
Bae Bi, ae ‘, 


eB. Ansuring that actual a 
c ¥ _ * 
“events ‘conform to Pans... es 3 al: epaeenl is the ‘comparison “4 . 


gs 


“thet. 4 it is an, essential element in 5 evaluating, the riaheites | as VS 


sre ree e 4 


“process. © “Good faanagerial. contol, is of particular Significance :* 


a 


* r™ ge wt € 
* Sn an et such as that outlined in the ‘opening Scenario of the Ye 
. cs ‘+ : ; 
“BOs. of ‘scarce: ‘Yesources: and “toee ased . demands for accountability. 3 


% re) 


“Pithout. ‘doubt the. ability: to exert managerial control ts enhanced. - 


s “4 


with: ‘the availability of good a By: 


ae of . 
“ , 4 . a le 
4‘ 


puters are “becoming more Sophisticated; smaller in size, : — = 


oi and. less expensive. “During the past: four years, ‘the. cost of | 
- . t ee ‘he? oe 
électronics has been going aes. 30 percent ‘a year and. the cost ‘ w 8 
5 is . . ee 
‘of storing information nae eens: Soe, 50 ‘Percent’ OF jaar. ae 


has. been predicted, ‘that by tate. 1981" a 500° dollar il iton-byte — “ 


computer. will be. uivellad, The. possibilities, thae a computer * ae 


¥ t 


‘of that size and price would bring to RA gher education and the’ 


hone, are ‘almost undreaned of. “Tt seems safe to believe that ’ ig? 
as ; 7 : : : if ‘ 7 = . ; | tae t ’ 
a ‘ : gS pts edu ng DP, os + i ; 
& “4 ats ‘ . : : =i 
ae ~10- : 


computers will cost only about one-tenth as much by the end. of the 5 


80's as today's nachined—aad will be four times as powerful. 


Software development is also dayanding eepty ee without 


ef the dramatic decrease in cages 


Such continuing cost/performance gains and declining 
? _ computing costs are important because this is one of the few areas 
where inflation may be successfully fought through increased 
‘a ; eee. In this context we need to educate management 
. (even' computer center management) and potential users on hag Ss 
exploit this technology. 31 Indeed ‘eek technology coupled with 


the coat /performance gins betes the urgings of.B-E. Cherrington. - : 


* toward academic administrators to use cost analysis in academic | 
decision-making into the realm of men tatys 


Dr. Cherfington gektens 
A good institutional management tool could consist 
“ ' of a central data bank containing general student, 
staff, faculty, and financial information into ; 
which unit managers, including department heads, 
. could tap. Comparative data from the AAU-data , 
‘eo SO excharige (or the best equivalent for: the institu-.- ~ 
VA. tion) _might also be included. Remote computer —~ 
terminals would permit access to the data along. 
with the use of the central computer for analysis. 
_ For departments or. colleges that would like to process 
- and store a significant amount of "local" data, i , 
low cost minicomputers with telephone tie-ins ae oy ea 


to the central data bank offer, the maximum ‘flexibility. >“ 


- The quotation allydes the concept .of Distributed Data : 
- ; ; ‘Processing (DDP). Some believe DDP to be the ‘answer to the Bi Set ms 


7 


* 


7 . centralization versus decentralization issue primarily because 


Pie, Of, +> ae appears to offer the advantages ‘of each without the ‘disadvantages 


tie. 


of ehther. fi.e., low cost, central management control, and local 
operational autonony. Sich atnnedtan are quick to add,‘ however, 
that DDP. must be controll nd that without adequate controls 
potential savings will be los f difficult new problems will 
come about.>* | 

. The goal of Pepperdine is to continue moving toward the 
completion by the end of 1980 of a system similar at feast tothe 
one described above. Theeeare plans: for DDP activities in the 
application areas of accounts receivable, wdalenSonaliecualitne. 
and payroll/personnel with other areas being cone tdevdll 

| All of the integrated. systems have retrieval modules that 
permit the extraction of ad hoc data with relative ease. Subsets 
aay also be created which allow statistical manipulation through 

the use of SPSS or Biomed. | 


The institution is also using the Educom Financial Planning 


‘Model (EFPM) available through zs to build a university 
* é 


budget neseS and a university cali flow model. 


® ‘eve wv 


A ~— systems concern a for Pepperdine and -for other institu- 


tions who. chose to move in a similar direction is that of seovidini 


ry 


oot . an information analyst or interpreter. We believe it is unrealistic 


to expect administrators to be experts in data pece* nanagenent, 
computational schemes, budgetary codtne procedures, and the - 

numerous fine points in accounting or student records that are 

necessary to eo cantate an accurate, consistent, and reliable 


_ information study. The administrator(s) and the information 


¥ ; 4 S fw 


2. * See. 28 


fesmatiil eatin farina aan diets. ems 


‘ 


analyst should discuss what decisions are to be made, what data 


are necessary to support those decisions and, finally how the 


data can be properly obtained from institutional records. 


Cooperation and compromise are essential if the information néeds 
of several administrators are to be meshed into a general request. 


However, the request must reflect the administrators' requirements 


rather than the analyst's destves.” 


Ideal personality traits for such interpreters would include: .. 


good’ judgment and considerable objectivity; creativity and 


« 


imagination; human relations skills such as leadership, tact, 


diplomacy, and helpful concern; and the ability to communicate 


‘The ISC’s are the primary liaisons between Computer Services and the . 


“ 


verbally, in writing and perhaps graphically. 


35 


In the past at Pepperdine, the Information Systems Coordinator 


(ISC) positions most closely fit these rather restrictive. descriptions. 
user éoununttyc” We are presently. attempting to train individuals 


the Registrar's Office, and in the Office of Institutional Research/ 


a 


“cation. 


Communication 


& 


- It should be obvious, but it does. not always ‘seem to be, . 


¢ . . : ie 3, =, 
that there is not and cannot be such a thing as the MIS. 


. 


There are many different systems which sometimes do and other 


with similar attributes ‘and abilities in the Controller's Office, 


Planning. This circumstance is brought about because of increased 


- uber demand and greater Isc involvement in system design and modifi- 


de 


times do not relate. These systems are designed to provide 


- 


administrators with information needed in discharging their 


responsibilities: which range from making current decisions 


about nonrecurrent problems to reporting to Zovernuent agencies 


in preserthed formats. The Bye keny are éanstantay changing, 


and it is rare to find an administration that is satteriea with 


“ 


its, mis. 37 he authors of this paper contend 1) that the eyetems 
> that vork™ best are those with the most_ef fective commpnecatien 


_ channels and 2) that ‘the 1i#fe blood of planitie is ‘communication. ° = 


The ne © statement lends support to ste cedribentiations: 


Communications may be considered at ‘four diffetent ~ 

. levels of analysis. ° ‘One is intrapersonal, which : 
relates to how an individual takes in, processes, 
and produces communications.. A second is inter- 
personal, which deals with interactions between 

~ individuals and groups. Third, is the flow of 
communications in channels in organizations, both © 
formally and informally. Fourth, are systems of 
data flow including computer applications. The 
more efficient these systems are the better will | 
be implementation of policies and strategies. 38 


. ‘ 4 ae 5 A Fe 
The managerial involvement for various a iad SSniate Peatton 
nepAEteS in “Figure 2 has been at least partially jediened to 
facilitate Somatnsnee ine at each, of sai levels mentioned ore 
, 


The same can be said for the definitions of role functions for the 


Tse" se, the Systems and Planning Ombudsperson, and the new roles being 


. created in the other offices mentioned in the last section of this 


# 


paper. Various other methods which have met with some success have 


+ 


been implemented to improve communication channels at Pepperdine. 


& 


a14- 


of ewe ns wee em 
’ 
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In all honesty, however, it must be stated that one of our ongoing 


systems problems and one of our real challenges in planning 


ganelane to: be ‘inappropriate commnjcation. ; 
‘A, final choc peoawditag communication caus from ie axioms 
set forth by a university president on agfentive administration. 
The secret dewank ot any organization ‘is trust. - 


Almost anything will work when enough trust is 
present. Without it, nothing wonks. 


Use the established channels for ation. -Haphazard 

approaches to problem solving breed confusion. 

Consistency is a form of integrity. ) \ ve 

breakdown in communication 
’ 

one of the greatest 


One of the greatest “contributors he 
channels must be lack: of trust. and converse 
‘-contributors to building communication channe{s is consistency. 
. Decision-making obviously based on an establis ed rationale leads 
to the use. ts channels which feed data--both fortal and informal 
chatinels and weet as me as hard data. 
Conclusion 


The decade of the gos will be an. era of increas 


scarcer resources, and more tanta change. ‘These circum tances _— ’ 


pressed to survives oi a i : ~ | 
‘Three key factors which. lead to: sound decision-making ar 

(1) ‘significant involvencnt ‘frotm all- levels of management tying | 

strategic plunge, tactical pleuntiog; managerial control, _ and. 

; the feedbiack/nodification processes together in a synergistic manner. 


« P : . : Lu 


oe 
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2) Spatens that are designed to meet onpantzettonal needs, i.e., 
systems that can provide good, accurate, and timely informations 

, and that .are adaptable to the needs of the future. 3) A communi- 
cations network that ties the subsystems together_contributing a 
to points one and two by keeping information flowing. freely 

that vaatietitaliy addresses intrapersonal, interpersonal, 


organizational and data flow needs. 


Planning for the 80's is an activity that requires from. 
management a creative artistry fot unlike that of peddouea actors : 
in a play in which the curtain is about to rise but without : | f 
the cast having benefit of full rehearsal or script--just a vague 

‘plot to guide their Nad-libs." Like those actors oe private 


: te ; , 
higher education will wait for audience reaction to determine 


our ultimate success. 


- Ls ‘ 
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